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ABSTRACT

Fire departments continue to struggle with the ongoing chalenge of baancing limited resources with
demandsfor sarvice. Agenciesthat are wholly dependent on short term budgeting may be inviting
financid crids. Financid management has become a problem for fire departments that have not adopted
afinancid planning process which dlows for the analys's of future trends and events as they relate to
fiscal impact and budget adoption. The purpose of this project was to develop afive-year financid
plan, thereby establishing a magter planning tool which enhances the organization’ s ability to (1) plan
now for the future, (2) bring current budget preparation and execution in line with multi-yeer financid
planning efforts, and (3) develop a planning tool, a device which facilitates the analyss of future trends
and events as they relate to fiscal impact on the department and the budgeting process. Action research
methods were employed to answer the following research questions:

1. What are the components of multi-year financid planning?
2. What isthe reationship between multi-year financiad planning and the budgeting process?

A thorough investigation of the literature reveded that the three ingredients necessary in developing
amulti-year financia plan are an informed decision making process, a strategic planning process, and a
method of forecasting revenue and expenditure streams.

At each juncture in the process of developing afive-year financid plan, an informed decison
making procedure was implemented. Depending on the specific agpect of the process, key
stakeholders were identified and brought to the table. The strategic planning process included
conducting an environmental scan and the development of amission statement, gods, objectives, and
performance measures. Forecasting of revenue and expenditure streams was accomplished using

judgmental/expert, trend, deterministic, and econometric andys's, depending on the characterigtics of



the stream being forecast.

The result of the research project was the identification of a comprehensive multi-year financid
planning process for the fire didrict that met the needs of the governing body, management, the digtrict,
and the citizens. The five-year financid plan that was developed serves as a management tool used to
facilitate the impact of trends and events asthey rdate to fisca impact on the department and the
budgeting process.

Three recommendations stem from this project. Firs, is the encouragement of any jurisdiction to
take a proactive gpproach to financid planning, beginning with the adoption of an informed decison
making process. Second, isto secure afull commitment from stakehol ders and conduct a thorough
inventory before beginning the process of multi-year financid planning. My final recommendation is do
not get discouraged by set backs. Multi-year financid planning requires constant atention and

adjustments.
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Introduction

In these times of redtricted or declining revenues, increasing emphasis on quality customer service,
measuring effectiveness and efficiency of operations, and demands from governing bodies requiring
departments to “do more with less,” planning for the future has become a paramount function in the
fiscd surviva of fire service agencies. Fire departments are faced with the ongoing chdlenge of
baancing alimited resource base with service demands from the public. Agenciesthat are wholly
dependent on short term budgeting may be inviting financid criss. Financid management has become a
problem for fire departments that have not adopted a financid planning process which dlowsfor the
andysis of future trends and events as they rdlate to fiscal impact and budget adoption.

The purpose of this project was to develop afive-year financid plan, thereby establishing a master
planning tool which enhances the organization’ s ability to (1) plan now for the future, (2) bring current
budget preparation and execution in line with multi-year financid planning efforts, and (3) develop a
planning tool, a device which facilitates the andlysis of future trends and events as they relate to fiscal
impact on the department and the budgeting process.

Action research methods were employed to answer the following research questions:

1. What are the components of multi-year financid planning?

2. What isthe rdationship between multi-year financid planning and the budgeting process?



Background and Significance

Seemingly overnight Sedgwick County Fire Didtrict #1 was faced with numerous issues regarding
the future financid status of the digtrict and its ability to provide qudity customer serviceto its
stakeholders. Along with current year budget preparations, the district was faced with such questions
as How much would pending annexations by the City of Wichita decrease the Sze of the fire didtrict,
and what would be the financia impact of those annexations? How would apparatus maintenance be
accomplished given current and future fiscal restraints? What would be the most efficient method of
gpparatus replacement in aredricted financid future? What would be the financid impact on the
manufacturer’ stax rebate? How would thefire district continue to ded with insufficient Saffing levels
without increasing revenues to provide congtant staffing and hiring of additiona personnel?

Theimpact of not having amulti-year financid planning tool was evident in three areas. The
governing body was asking tough questions relaing to the impact of current issues on future taxing rates.
Management was requesting reports and supporting documents depicting the impact of these issueson
current and future operations. Interndly, the department was struggling to keep up with shifting financid

conditions and current year budget planning and execution. Department operations had become
reactive, with concentration and efforts placed on current year issues, without focusing on the future. It
became gpparent that an overdl plan for assessng ongoing financia conditions and determining pending
priorities was essentid for future fisca integrity.

The financid issues facing Sedgwick County Fire Didtrict #1 are not unique. Many fire
departments across the country are being asked to “do more with less” Revenues are becoming

scarce and are being spread among differing forces. Organizations are being asked to judtify ther



existence through drategic plans. The Fire Service Financiad Management course at the Nationd Fire
Academy has devoted an entire chapter to the topic of financid planning.

The abosence of afinancid planning tool had become a sgnificant problem in solving pending
financia issues for Sedgwick County Fire Didtrict #1. It became necessary to make the Strategic move
from reactive to proactive planning, and aggressively atack financid planning issues through the

development of afive-year financid plan.

Literature Review
If abudget isaplan (Riley & Colby, 1991; Mikesdl, 1995), why isfinancia planning so criticd to
the fiscal surviva of an organization? Through the literature review conducted, | will describe the
components of amulti-year financid plan, detall the essentid eementsin each component, and show the

rel ationship between multi-year financid planning and the budgeting process.

Elements of Multi-Y ear Financid Planning

A thorough investigation of the literature reviewed reveded that the three ingredients necessary in
developing amulti-year financid plan are (1) an informed decision making process, (2) adrategic
planning process, and (3) amethod of forecasting revenue and expenditure streams. An informed

decision making process. A process that ensures informed decison making is essentid in dl eements of

government, and can be especidly important as it relaesto financid planning. One such method has

been adopted by Sedgwick County. The Sedgwick County Management Model (Sedgwick County,



1996) sets forth a procedure of decision making and problem solving that ensures complex issues are
explored in an organized and thorough manner. The Six step process keeps decision makers on course
and ensures that they are making good decisions.

Step 1. Define the issue and/or opportunity. The purpose of step one is smply to describe the
current issue/opportunity. It isimportant to differentiate between symptoms of a problem and the
problem itself. Through this step you will define not only whet the problem is, but whet it is not,
remaining focused on the facts, and doing so without attaching blame. The key eement in step oneis
action, you must be able to act upon the issue/opportunity you define.

Step 2: Identify key stakeholders. A stakeholder is anyone with adirect interest in the
issue/opportunity or someone who can influence the Situation. Rarely can we be successful by
oursalves. By getting stakeholders involved you can achieve buy-in to the solution, leading to a greater
chance of success. Effective reations with stakeholders dlow for thinking “outside of the box,” seeing
the Stuation from the standpoint of others. Identifying key stakeholderswill dso lay the groundwork for
step three.

Step 3: Undergtanding the current situation from al perspectives. Step three involves bringing
together the stakeholders identified in step two and conducting discussions concentrating on how each
of the stakeholders view the current situation. Through the discussions, dl involved will have a broader
understanding of the Situation which will lead to a more complete picture. By dlowing each stakeholder
to explain their needs/interests, ownership will be achieved, lending support and commitment to the
process, and ultimately success.

Step 4: Create apreferred future.  The purpose of step four isto identify a solution that meets the
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needs of al stakeholders. The future identified must be redistic, achievable, time-bound, and viewed as
awin-win stuation by al stakeholders. To be successful, it isimportant to concentrate on what each
stakeholder “must-have’” and determine what needs to happen to get there.

Step 5: Agree on measurable outcomes - develop aplan. Now isthe time to think about the
actions necessary to make the previoudy defined future happen. It isimportant to be specific about the
desired results and the roles and expectations of each stakeholder. The action plans must be specific,
results-oriented, and messurable.

Step 6: Monitor progress - Course corrections. Once plans have been implemented, it is
important to evauate their effectiveness. Through measures developed in step five, it can be determined
if the desired results are being accomplished, and if not, make adjustments and course corrections as
necessary.

The key to making this process successful isflexibility. Although there are Sx defined sepsin the
Management Moded which must be followed if the processisto be effective, the process must remain
flexible. If you arrive a step four, creating a preferred future, and redlize that important stakeholders
have been omitted from the process, you should immediately return to step two, identify key
stakeholders, restarting the process from that point.

Strategic planning. Asthefisca arenain which loca government operates becomes more

chalenging and complex, it requires the adoption of a systematic gpproach for evauating consequences
of aternative management policies and externa events (Brod, 1992). A drategic gpproach to financia
management is becoming critica as policy makers are basing current financid decisions on future gods

and objectives (Hildreth & Mecimore, 1997). Strategic planning “involves an examination of the
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organization and its environment by those who have a stake in its future success’ (Gordon, 1993, p. 4).
Strategic planning promotes focusing decisons on the future and provides a platform for long term
evauation of programs and services while enabling the jurisdiction to operate in adynamic environment
(Brod, 1992; Gordon, 1993).

The process of drategic planning asks four basic questions of an organization: Where are we
now? Where do we want to be? How do we get there? How do we measure our progress?
(Governor’s Office, 1994). The answersto these questions are found in the process of environment
scanning, and development of amisson statement, goals, objectives, action plang/strategies, and
performance measurements.  Environmenta scanning focuses atention on the current environment,
defining where the organization isin relaion to interna and externa forces. The development of a
mission satement and establishing goas and objectives take the current focus into the future defining
where the organization wants or should be. Action plans/strategies detail how to get from the current
environment into the future while performance measurements eva uate progress (Gordon, 1993;
Governor’s Officer, 1994; Hildreth & Mecimore, 1997).

Thefirgt step in agrategic planning processis to examine where the department is through a
process caled environmenta scanning (Gordon, 1993; Governor’s Officer, 1994; Hildreth &
Mecimore, 1997). An environmenta assessment will help the organization identify its externd
opportunities and threats as well asitsinternal strengths and weaknesses (Governor’s Office, 1994).
“Opportunities and threets include changes in the paliticd, legal, economic, socid, technica, and
demographic setting of the entity” (Hildreth & Mecimore, 1997, p. 13-2). Understanding opportunities

and threats will help the organization not only predict changes in the externd environment, but assess



thelr impact on current operations (Gordon, 1993).

An examination of interna strengths and weaknesses can yield ingght into an organization’s current
position, and identify any existing problems and future potentid (Governor’s Office, 1994). Focusing
on the internd environment will help the organization enhance its strengths while lessening any
weaknesses (Hildreth & Mecimore, 1997).

Environmenta scanning involves identifying customers and stakeholders, both interna and externa
to the organization, and determining how they envison the organization in the future. The best way to
find out what customers and stakeholders think isto ask them (Governor’s Office, 1994). Vauable
sources for gathering information include employee, citizen, and quality assessment surveys, policy
development files, management retreats, budgets and annud reports, program evauations, public
meetings, nationa and regiona professiona organizations and associations, interest or advocacy groups,
and the media (Governor’s Officer, 1994; Hildreth & Mecimore, 1997).

A misson gatement isthe organization’ s reason for exiging (Riley & Colby, 1991). Themisson
statement answers the questions:. Why do we exis? What do we do? Who do we serve? (Community
Policing, 1995; Governor’s Office, 1994). Asthe mission statement reflects the organization’s purpose,
it should be noncontroversid, requiring few modifications over the years (Canary, 1992). It should be
clearly sated, believable, inspirationa, shared among al participants, and widely disseminated
(Community Policing, 1995; Gordon, 1993). The stepsin developing a misson statement include
identifying the purpose of the organization, what functions it serves, and what servicesit provides.
Second isthe identification of clients/customers and stakeholders and determining their needs and

wants. And findly, identification of current needs or distinct problems to be addressed (Governor's



Office, 1994).

Gods are generdized satements that clarify the mission of the organization. They should be
concise, yet not specific and nonquantitetive, remaining genera enough to simulate creetivity and
innovation while providing a detailed level of planning (Gordon, 1993; Governor’s Office, 1994;
Hildreth & Mecimore, 1997). Stated in genera terms, goals provide afocus for the organization to
accomplish its mission, thereby establishing guiddines for activity (Community Policing, 1995). They
should be few in number, usudly less than ten, with each representing long-term service perspectives
(Gordon, 1993; Hildreth & Mecimore, 1997). Developing gods helps seek clarification by determining
what isto be done and how well it will be done (Governor’s Office, 1994).

Objectives are the specific short-term outcomes that move the organi zation toward its previoudy
defined god's (Community Policing, 1995). They should be specific, action-oriented, measurable, time-
bound, and redlistic ( Community Policing, 1995; Gordon, 1993; Governor’s Office, 1994).
Objectives are developed for each goal based on specific outcomes to be achieved. The objectives
developed should be correlated to a specified time frame for the purpose of achieving results and
determining how progress will be measured (Governor’s Office, 1994).

Action plangdrategies are the actud activities that will be performed in the ddlivery of servicesto
the public (Community Policing, 1995). They answer the “How do we get there?’ portion of the
drategic planning process (Governor’s Office, 1994). Action plang/strategies represent a detailed
description of how an objective will be implemented and should be directly tied to specified desired
outcomes (Community Policing, 1995; Gordon, 1993; Governor’s Office, 1994). Action planning

involves two generd activities, planning tasks and devel oping stakeholder commitment. The planning



portion involves preparation of a detailed description of activities to accomplish the defined objectives,
while involving stakeholders in the process ensures support and commitment from those who will be
affected by the action (Gay, 1993). When developing action plang/strategies it is necessary to assgn
respongibility for completion of the plan, set atime-frame for execution, detail the action plar/strategy
into steps, and determine the necessary resources to carry out the action plar/strategy (Governor’s
Office, 1994).

The god of performance measures isto improve the quality of management and policy decisions by
providing a clear picture of the activities and accomplishments of the organization, and in doing o,
holding agencies accountable for their actions (Ammons, 1995; Governor’s Office, 1994).
Performance measures are tools that measure work performed and results achieved by answering four
key questions. How Many? How efficiently? Of what quaity? To what effect? (Ammons, 1995;
Governor’s Office, 1994).

Good performance measures have the following characteristics (Ammons, 1995; Hildreth &
Mecimore, 1997):

B Meaningful - sgnificantly and directly linked to the misson and godl.

B Timdy - to have vaue they must be compiled and distributed promptly.

B Rdiable- the measure must be accurate and not based on subjectivity.

B Comprehensive - the most important performance dimensions are captured by a set of measures.
B Cos effective - based upon accepted data collection and processing codts.

B Involve work teams- it isimportant to involve the employees and supervisors who ddliver the

sarvices.
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B Understand lavmakers priorities - efforts to measure must gain the endorsement of the
lawmakers.

Most performance measures may be classified as one of four types. workload, efficiency,
effectiveness, or productivity (Ammons, 1995). Workload measures indicate the amount of work
performed or services rendered. Efficiency measures reflect the relationship between work performed
and the resources required. Most commonly, efficiency measures will be presented as unit costs.
Effectiveness measures determine the degree to which performance objectives are being achieved and
reflect the qudity of performance. Productivity measures combine dimensions of both efficiency and
effectiveness measuresin asingle indicator. Productivity measures are usudly represented by aratio of
services provided and results achieved.

Workload measures are typicaly the easiest to collect data and measure results, however, their use
should be limited. Although workload measures reved how much work was done, they do not address
how wdl or efficiently it was accomplished. Greater ingght into performance levels will be achieved
with efficiency, effectiveness, and productivity measures (Ammons, 1995). It isimportant to look upon
performance measurement as a continuous process, a congtant cycle of review, refinement, and revision.

Asdatais collected and results caculated, it may be necessary to modify measures to meet changing
needs and circumstances (Hildreth & Mecimore, 1997).

Although grategic planning can help steer an organization through difficult decisions by prompting
thought, provoking interna and externd examination, and facilitation of decison making, it does not
relieve decison makers of their duties nor can it prescribe specific courses of action (Gordon, 1993;

Hildreth & Mecimore, 1997). “Awareness of some common faultsin the process and product of
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gtrategic planning can help planners avoid some of them” (Gordon, 1993, p. 11).

Gordon (1993) identifies the following as the most common pitfals and faults associated with
drategic planning. Regarding the plan as an end point isthe firgt pitfal to avoid in Srategic planning.
The plan is smply the structure resulting from the process. The greatest benefits of planning are derived
from the process: the discussions, analyses, and thought processes leading to decisons. Once
developed, the Strategic plan must be disseminated, explained, and promoted.

The second pitfal to avoid isto regard the plan as unaterable. Plans and their analyses need to be
congtantly reviewed with rigorous scrutiny. If conditions change, or if actua performance varies too
much from the stated goas and objectives, it is necessary to assess why thisis happening and react
with course corrections.

Another frequent error is to permit preconceptions to be incorporated into plans without
thoroughly questioning their validity. Questioning assumptions and preconceptions requires a conscious
decison to solicit input from al levels of the organization.

Lack of afull commitment to the process a al leves of the organization is another pitfal common
to drategic planning. Involving individuas throughout the organization hel ps ensure their commitment.
Anything less than enthusiasm for the process will be fdlt in subsequent planning cycdles.

Stll another pitfdl is the adoption of strategies which might damage the organization’s effectiveness,

The various components of atotal plan are not aways directly related to one another and can even
work toward cross purposes. Care must be taken to ensure that the goals adopted in the plan are the
right gods for the organization and are in dignment with the mission.

A find pitfdl isfor loca government to become corfined in their thinking because of various limits
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on them. Lack of funding often impedes change, even when decison makers are motivated and
prepared to implement new drategies. Strategies for developing new solutions, innovations, and striving
for efficiency are the results of drategic planning.

Forecasting revenues and expenditures.

Forecadting is an essentid ingredient in effective financid planning, whereby forecagting revenue
and expenditure streams help policy makers understand the implications of their financid decisons
(Matzer, 1984). Forecasting includes the andysis of indicators and trends for the purpose of projecting
what the levels of revenues and expenditures might be sometime in the future. A projection, as defined
in Webgter’ s Dictionary, is“an estimate of future possibilities based on a current trend” (Webster,
1979, p. 913). “By andyzing current trends and the forces that underlie them, we can make a
projection” (Linear, 1996, p. 183).

Throughout the literature, four commonly used forecasting techniques emerged: judgmental/expert,
trend, determinigtic, and econometric. The four approaches to forecasting “ have varying degrees of
precision, depending on the level and accuracy of the components’ (Stegmaier & Reiss, 1994, p. 13).
Thereis no one best method, each jurisdiction must decide which method will produce desired resuilts,
weighing the availability of resources and time condraints. In practice, most agencies combine severa
methodol ogies depending on the nature of the revenue or expenditure being forecast (Bland & Rubin,
1997).

In judgmental/expert forecasting, predictions of revenues and expenditures are made by an expert,
someone who is familiar with the particular source of the revenue or eement of an expenditure

(Forrester, 1991). The expert’s “best guess’ becomes the forecast based on a professiond judgement
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that comes from experience and careful observation (Bahl & Schroeder, 1987; Bland & Rubin, 1997).
While this method is inexpensive and has proven to be accurate in the short run, itsreliability is
dependent on the subjective judgement of the expert (Schroeder, 1984). Additionaly, revenues and
expenditures are likely to be dependent upon severd factors operating Smultaneoudy, making it difficult
for the expert to take everything into consderation, further jeopardizing the accuracy of the forecast
(Schroeder, 1984).

Trend forecasting takes a more systematic gpproach to forecasting than the judgmental/expert
method, basing predictions solely on time and prior changes in revenue and expenditure streams (Bahl
& Schroeder, 1987; Forrester, 1991). Trend forecasting is used for revenues and expenditures where
growth isusudly steedy from year to year (Bland & Rubin, 1997). Trend projections are fairly smple
to implement and are reasonably accurate, however, when externa factors change from past
performance, the forecast is more likely to vary from actud performance (Stegmaier & Reiss, 1994). A
common assumption used in trend andysis is the gpplication of a congtant growth rate, which ignores
changes in economic and demographic conditions, thereby limiting the forecast to predict turning points
in revenue and expenditure streams (Schroeder, 1984).

With deterministic forecasting, predictions of revenue and expenditure rates are based on a percent
changein asocid, economic, or some other variable that directly affects the revenue or expenditure
being forecast (Forrester, 1991). Deterministic methods rely on asmple mathematica formula of
multiplying a varigble by its base (Bland & Rubin, 1997). This method builds policy assumptionsinto
the projection by assigning future val ues to the multiplicands being forecast (Bahl & Schroeder, 1987).

Although the deterministic method incorporates outside factors into the forecasting process, accuracy of
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the forecast isjeopardized when the relationships of the variables change (Schroeder, 1984; Stegmaier
& Reiss, 1994).

Econometric forecasting draws from both economic and satistica theories, usng multiple variables
to predict future revenue and expenditure streams (Forrester, 1991; Schroeder, 1984). Unlike other
methods of forecasting, the econometric gpproach considers the effects of smultaneous changesin a set
of independent socioeconomic variables, yielding results that can be andyzed for Satigtica sgnificance
(Bland & Rubin, 1997; Bahl & Schroeder, 1987; Schroeder, 1984). While econometric modeling has
the advantage of usng multiple variables, it requires the ability to accurately determine varigbles and
ther relaionship with each other (Stegmaier & Reiss, 1994). To be effective, assumptions must be
clearly identified, valid, and defensible (Bland & Rubin, 1997). In its Smplest form, econometric
forecasting uses a collection of higtorica datafor each variable, performing alinear regresson to
datigticaly estimate relationships among variables, and using those projected vaues to yield forecasts
(Schroeder, 1984). Effective econometric modeing islimited by technica expertise, extensve data
callection, and the availability of sgnificant computer technology (Stegmaier & Reiss, 1994).

Regardless of the method utilized, there are limitations inherent in dl forecasting techniques, and to
some degree, the forecast will be wrong (Brod, 1992). Common limiting factors in forecasting include
the availability of timely and accurate data, a subjective judgement necessary in making assumptions
implicit in forecasting, the cost of implementing the technique, and the availability of trained saff
(Matzer, 1984). The further into the future projections are made, the more uncertainty produced. The
firg years of amulti-year forecast will provide the highest degree of accuracy (Brod, 1992). Other

factors that limit accuracy in forecasting methods include; locd, state and federa mandate changes, Sate
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and loca economic fluctuations, lack of current loca indicators, and inadequacies in saff performing
forecasting procedures (MacManus, 1992).

Disclosure of forecasting techniques and the underlying assumptions used to produce the forecast
areimperative. When uncertainties exist in the forecast results, the tendency to believe the forecast as
biased in favor of the decisions which they are based upon prevails (Brod, 1992). Politics more often
than economics ‘often’ or ‘dmost aways dictates the outcome of decisions (MacManus, 1992).
Politicaly charged forecasting often results in unredlistic projections (Stegmaier & Reiss, 1994).

With the limitations of forecasting in mind, it isimportant to also understand the advantages of
forecasting. Forecasting dlows time to make course corrections when shortfalls are inevitable, provides
a better understanding of the overdl financid condition in the community, alows the use of that
knowledge to formulate policies and to guide future decison making, and it promotes a better
understanding of long range fiscal decisions (Matzer, 1984).

Each method has advantages and disadvantages, with the primary trade off among methods being
cog, avallability of resources, and type of information it provides (Schroeder, 1984). A good starting
point in the development of a forecasting technique is to andyze the organization’ s readiness for such a
function (Whedwright & Makridakis, 1987). Whedwright and Makridakis (1987) have identified six
elements to be consdered before implementing any forecasting procedure. Firdt, seeking input from
management & the beginning of the developmenta stage of a new forecasting gpplication is essentidl.
Forecadting plays a supportive role in decision making. Before beginning any forecasting process, work
with management to identify what type of information would be useful to assst in the decison making

process.
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Second, identify key support staff to engage in the forecasting task. Staff assigned the task of
forecasting will be responsible for data collection and the gpplications of the forecasting techniques. In
addition to technicd skills and ahilities, the andyst needs to have an understanding of management issues
plus the ability to communicate with management the techniques utilized and appropriateness of the
goplications.

The third eement to be consdered is data collection. Technical expertiseis essentid at the data
collection level. Datamust be complete and accurate. The importance in the quality of data can be
summed up by the old adage, “garbagein, garbage out.” If the data fed into the forecasting technique is
of poor qudity, the results will be flawed.

Fourth, you need to choose the appropriate forecasting method, methods, and/or variations of a
method. Strengths and weaknesses of available forecasting techniques must be analyzed. Choosing the
appropriate technique will determine the accuracy and effectiveness of the results. Those utilizing the
find product need to understand the technique used and recognize its strengths and weaknesses.

Thefifth dement to consider is how the information gathered through the chosen forecasting
technique will be communicated to management. How the forecast is communicated with the decison
makers will ultimatdy determineits ussfulness. It isimportant to include not only forecast results, but
assumptions inherent in the data ong with an explanation of the method used.

And lastly, a system to andyze feedback and conduct comparisons of actua results to forecast
results needs to be established. Periodic reviews are necessary to determine the effectiveness of any
forecasting gpplication. Close andysis of errors and identifying any trendsin errors can be especidly

useful in making corrections for future forecadts.
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All sx dements should be considered before proceeding with any forecasting method.
Understanding the Stuation for which you forecast and how the forecast will be used in the decision
meaking process, will ultimately determine which forecasting technique is best for the specified purpose

and itsvdue.

The Rdationship Between Multi- Y ear Financid Planning and The Budgeting Process

Although the annua budget focuses on a single twelve month period, spending and revenue
decisions made today have long lasting fisca effects (Bahl & Schroeder, 1987). “In many respects
public decision making has grown more complex in recent years’ (Brod, 1992, p. 25). Multi-year
financid planning can be sysematicaly linked with the budgeting process.

An informed decision making process lays the groundwork for multi-year financid planning, and in
turn, this planning processis used in decison making. “Budget planning can be used as adecision
meaking tool for ensuring continuity of activities, developing new programs, and alocating resources
among government activities’ (Mikesdll, 1995, p. 38).

Traditiona budgets do not make good decision making tools, instead, the budgeting process
impedes the planning process (Mikesdll, 1995). Mikesell (1995) identifies four areasin which
traditiona budgeting practices flaw decison making practices. Firdt, public decisons require meaningful
measurement of the cost of achieving desired objectives. Traditiona budgeting processes do not
provide that information in ausable format. The traditiona budget gpproach tends to focus on the
bottom line target, and in doing so the alocation of resourcesis based on an adminigtrative-department

bagis, not on what departments actually intend to achieve.
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Second, traditional budgets are developed and considered on a single year basis without
developing cogt profiles over time. Informed decison making requires that the total cost of a project be
examined, not just the single year cog.

Third, reasonable choice requires that dternative methods of reaching desired objectives be
compared. Sddom is there only asingle way to provide a service, however, the traditional budgeting
process blocks operationd vision and traps agencies into conventiona operations.

Lastly, apublic decison must weigh the cost of public action againg the worth of that program to
society. Thetraditiond budget emphasisis on line-item costs, excluding socia costs not directly paid.
The comparison of cost and program vaue is not atypica component of budget processes.

By induding strategic planning as a component of multi-year financid planning, jurisdictions are
forced to think in longer time frames, develop accounting systems for contingent devel opments and
uncertainties, develop links between planning and budgeting, and are forced to operate in a dynamic and
continuous process (Brod, 1992). “ Strategic planning and budgeting are integra components of good
management. The Srategic plan charts direction, while the budget provides the resources necessary to
implement the plan” (Governor’'s Office, 1994, p. 9).  Strategic planning guides the budget process,
requiring that “financia managers develop a decision making framework, identify specific godsand
objectives, establish priorities and implement the component activities necessary to achieve them”
(Wetzler & Petersen, 1987, p. 14).

Good financid management tarts with amission and concludes with abudget. “Themisson
statement provides the foundation for the establishment of goaswhich, in turn, is the foundetion for the

etablishment of objectives which, in turn, influence the amount of resources required to accomplish the
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mission of the government entity” (Hildreth & Mecimore, 1997, p. 4-9).

“Forecadting at the loca government level dways has been of critical importance in annua budget
development and execution” (Stegmaier & Reiss, 1994, p. 13), and can be an integrd part of overall
financia management (Bahl & Schroeder, 1987). “Forecasts are the cornerstones of strategic
planning” (Brod, 1992, p. 25). The underling projections of forecasting are directly related to budget
execution in the dlocation of resources, services to be provided, and plans for the future (Stegmaier &
Reiss, 1994). Annud budget preparation includes understanding the impacts resulting from new capita
projects, mandates from other government units, demographic or economic changes, and/or policy
changes (Bahl & Schroeder, 1987). Any of these elements may represent changes to current services,
and a forecasting technique to estimate the departure from current service levels.

If aformd linkage is established between multi-yeer financid planning and the annual budget,
forecasts will be kept redlistic. Agencies should take a more serious gpproach to forecasting if these
forecasts are the basis for future budgets (Bahl & Schroeder, 1987). To be an effective component of
the budget, aforecast must be more than awish ligt. 1t must force the andyses of the long term
implications of today’ s decisons. A good forecast will result in a degper consideration of the true cost
of service (Bahl & Schroeder, 1987).

Another important link between forecasting and budgeting is the prevention of surprise. One of the
principa uses of aforecast isthe projection of fiscal ‘gaps or revenue shortfalls (Schroeder, 1984). A
forecast can provide an early warning signd for a future revenue gap, alowing corrective steps to be
taken before the Situation becomes critica (Bahl & Schroeder, 1987).

In summary, the components of multi-year financid planning include an informed decision making
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process, a dtrategic plan, and forecasting revenue and expenditure steams. Multi-yeer financid planning

islinked to the budgeting process through simplification and enhancement.

Procedures
Research Methodol ogy

The desired outcome of this research project was twofold. Firdt, to gain understanding of the
process of multi-year financid planning and to use that process in the development of afive-year
financid plan. Second, to use multi-year financid planning in future years to enhance the budgeting
process.

This project involved action research methods to define the components of multi-year financid
planning and to gain knowledge necessary to implement each step defined in the planning process,
improving the ability to analyze, project, and foresee the effects of a series of fisca chdlenges facing the
firedigrict. Further, information was sought to help the fire district understand the relationship between
muiti-yeer financid planning and budgeting and the underlying benefits associated with the planning

process.

Deveoping aFve-Year Financid Plan
At each juncture in the process of deveoping the multi-year financid plan, informed decison
making procedures were implemented. Depending on the specific aspect of the process, key

stakeholders were identified and brought to the table. The process was ajoint effort involving the policy
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makers - the Board of County Commissioners, management - the County Manager’ s office, and staff
from the Bureau of Finance. Knowing that the success of the planning process was dependent on
stakeholder involvement, a cross section of fire district employees were involved dong with various
stakeholders from the community. Throughout the devel opment process, issues and/or opportunities
were defined as sakeholders enthusiagtically offered their opinions alowing a picture of thefire digtrict’s
future to emerge as action plans were defined.

Asthefirg gep in drategic planning, both an interna and externa environmental scanning was
conducted through employee meetings and management retreets as policy development files, past
budgets, and annua reports were reviewed. Through externd environmental scanning two externa
threets were identified as having an immediate impact on the fire didrict. Firdt, aggressve annexations
by the City of Wichitawere causng the fire digtrict to decrease in Sze, thus reducing revenue from
property taxes. Second, politica maneuvering between the City of Wichitaand the fire didtrict
concerning overlapping of jurisdictiona boundaries was condricting the quadity of service rendered to
the citizens of Sedgwick County.

Interna opportunitiesidentified included the incorporation of volunteer departments which are
located within digtrict boundaries, thus increasing the size of the didtrict and enhancing the tax base. A
second opportunity that was recognized was to establish partnerships with various businesses located
outside jurisdictiona boundaries but within response areas, establishing contracts for service.

To better understand how the citizensin the community view services provided by thefire digtrict,
acommittee was formed to create a customer satisfaction survey. Thissurvey isto be administered

ether at thetime of service or during afollowing up contact. Although the formulation of the survey is



22

gill in progress, it istargeted to be distributed to district stakeholders this summer.

Interna strengths such as strong community participation, dedication of employees, and qudity
facilities, equipment, and gpparatus were identified. Lack of trust in current department planning
practices, overal strength of the budget, inadequate staffing, and insufficient computer technology and
expertise topped the internal weakness category. Now that we were beginning to understand the
current environment, the next step was to review our mission statement and devel op department goals
and objectives.

Through stakeholder meetings, it was determined that our existing mission satement accurately
stated our reason for exigting, thus required no changes. With the mission statement intact, efforts
shifted to the development of goals, objectives, and performance measures. Stakeholders, both
externa and interna to the department were assembled to begin the process of designing gods and
objectives. During the development of gods, emphasis was placed on keegping them high enough to
chdlenge the didtrict, but redlistic enough to be attainable. Four goa's were developed, each
concentrating on service provided to fire district stakeholders. Specific objectives were then generated
for each goa. The objectives were primarily designed to baance the availability of resources with
customer service.

While devel oping performance measurements, emphasis was placed on identifying measures that
would reflect the fire digtrict’ s efficiency, effectiveness, and productivity, while kegping the measures
consgtent with available data collection resources. Specific measures were developed for each set of
objectives.

The misson, goals, objectives, and performance measures established (see Appendix A)
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represents the product of numerous drafts and dterations. Asthe planning process proceeded, the
godls, objectives, and performance measures were refined many times.  With the initial phase of
drategic planning complete, focus shifted to aline-item by line-item evauation of genera fund finances,
induding identification and andyds of dl factors that would likely impact the didtrict’ sfinancid condition
in eech of the following five years.

Forecasting revenue and expenditure streams was accomplished using avariety of techniques,
depending on the cheracteridtics of the line-item being forecast.  Because the fire ditrict budget is mill
levy driven, acritical lement in forecasting was the projection of assessed vauation and percent
vauation growth. The County Appraiser was enlisted as an “expert” to help project assessed vauation
and its accompanying revenue streams. Property tax projections were based on assessed valuation
growth, expected dterations of the taxing digtrict based on pending annexations by the City of Wichita,
combined with economic fluctuationsin the local economy. User fees were projected based on
higtorica data, using regression analysisto project trends into the future. Because charges for service
are set by contract and based on assessed vauation, the County Appraiser was again utilized asan
expert to project future revenues based on changing assessed vauation rates. Other revenues were
projected using trend anadysis, factoring in economic fluctuations in the community.

Expenditures were forecast using various combinations of trend and deterministic forecasting
methods. Each line-item wasindividudly forecadt, dlowing for a close examination of past performance
and future expectations. Close attention was given to forecasting of personnel costs since they
represent 90% of total expenditures. Experts were enlisted in the project as members of the Bureau of

Finance and Bureau of Human Resources combined forecasting efforts. The forecasts for personnel
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costs were based on cogt of living adjustments, merit increases, and estimates of future fringe benefit
increases.

Utility expense was projected using trend andysis and adding percent increases for future years.
Station maintenance items, such as roof replacement, interior and exterior painting, replacement of hot
water tanks, refrigerators, and stoves, were forecast using replacement schedules. The replacement
schedules were based on life expectancy, building in an inflationary cushion for future years. All
divisons submitted alist of planned expenditures for various subscriptions, dues, and feesto
professond organizations and periodicas. They aso submitted details of any training or seminarsto be
attended including travel costs and regidtration fees. These lists were analyzed againgt past expenditures
and became the basis of the forecasts for personne development expenditures. All other contractua
and commodity expenditures were projected using trend analysis based on historica data.

Once projected, major spending categories were totaled and the results of the forecasts were
captured in a spreadsheet based software program (see Appendix B). Theleve of detail contained in
the spreadsheet was limited, including only essentia eements found in the formulas used to cdculate
growth factors. Supporting files were cresated to save al documents and supporting details used in the
development of the forecasts, including any back up materid used, replacement schedules, and the basis

for dl assumptions and the rationd utilized in the forecasts.

Enhancing the budgeting process
Completion of theinitid five-year financid plan was timed to correspond with current year budget

preparation. The newly developed five-year financid plan was completed in time to be used in the
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preparation stage of the annua budgeting process. Through the strategic planning process, focus was
placed on long term gods and objectives as substantiated by the department’ s mission statement, thus
the planning decisons as they related to the goals and objectives of the fire didtrict were made through
the dtrategic planning process, not the budgeting process. This alowed decisions to be based on the
long term initiatives of the department, not current year adlocations.

Through the planning process the ground work for the budget had been congtructed. Thefirst year
of the five-year financia plan served as abasis for budget preparation. The five-year financid plan
created by forecasting revenue and expenditure streams, assessed vauation, and district growth was
eadly transformed into the current year budget target. The detail of analysis put into the earlier forecasts
served the budget process well. Expenditure levels were set based on projected revenues as the
numbers were transferred from the five-year financia plan supporting documents to the budget, with
only minor adjustments necessary.

During budget approval, the strategic plan once again was used as the basis for the current year
budget process. Judtifications presented to the governing body in relation to policy decisons were
taken directly from the srategic plan, emphasizing the long term initiatives of the department. The
forecasts and replacement schedules used to devel op the five-year financid plan becamethe
judtifications for current year dlocations. Because the governing body wasinvolved in the early stages
of the dtrategic planning process, their involvement helped bring conviction to our spending requests.

The multi-year financid plan aso served as a check and balance againgt current year budget
execution. A smple spreadsheet of actua revenues and expenditures as compared with projected

revenues and expenditures was created. The spreadsheet traced revenue and expenditure levels giving
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indication asto how the actua and projected levels compared. In addition to tracking, the spreadsheet
was used to assess the accuracy of the forecasts. The multi-year financia planning process both

samplified the current year budgeting process and served to enhanceit.

Results

The result of this research project was the identification of a comprehensive multi-year financid
planning process for the fire digtrict that met the needs of the governing body, management, the fire
digtrict, and the citizens of Sedgwick County. Multi-year financid planning served three functions in the
overdl financid management of the didtrict. Fird, it dlowed the didtrict to sart planning now for the
future. Second, it provided an avenue to bring current budget preparation and execution in line with
multi-year financid planning efforts. And thirdly, it provided the information necessary to develop a
five-year financid plan.

The essentid components of multi-yeer financid planning that were identified included (1) an
informed decision making process, (2) astrategic planning process, and (3) amethod of forecasting
revenue and expenditure streams. An informed decision making process provides decision makers with
a systematic approach to decisions that kept the focus centered on the issueswhile involving
stakeholders essentiad for producing positive outcomes.

A drategic planning process provides a systematic approach for examining the current interna and
externa environment through a process caled environmenta scanning. Through the development of a

mission statement, gods, and objectives the strategic planning process identifies the direction that the
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organization is moving, keeping focus on the long term initiatives of the department. The action
plang/strategies developed provide details of actud activities to be performed in the ddlivery of services.
Performance measures provide accountability, establishing a system for the evaluation of activities.

Forecadting revenue and expenditure streams is accomplished using a combination of techniques.
The four most commonly used forecadting techniques include judgmental/expert, trend, deterministic,
and econometric. In judgmental/expert forecasting, an expert’s professona judgement becomes the
forecast. Trend forecasting bases predictions on past performance, assuming constant growth will
occur over time. Deterministic forecasting predictions are based on a percent change of a variable that
directly affects the revenue or expenditure being forecast, multiplying the variable times its base.
Econometic forecasting draws from both economic and statistical theories dlowing for the forecast to be
based on a set of independent socioeconomic variables. Thereis no one best forecasting method, with
most agencies combining several methodologies, depending on the characterigtics of the revenue or
expenditure being forecast.

Multi-yeer financid planning serves as abasisfor the current year budget and can greetly enhance
the budgeting process. Decisons on current spending are made through the long term planning process
of drategic planning. Spending judtifications are found in the strategic plan and through the forecasts
generated. Budget execution can be compared to predictions providing a system of checks and
bal ances on spending patterns.

All three components of multi-year financid planning can be directly linked with the budgeting and
help enhance the annua budgeting process. It is difficult to achieve long range gods when focusing on a

one year budget. Multi-year planning becomes the avenue for addressing long range operations and the
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annud budget is the vehicle used to implement them.

Thefive-year financid plan that was developed as aresult of the multi-year financid planning
process for the fire digtrict serves as a management tool used to facilitate the impact of trends and
events asthey relaeto fisca impact on the department. The find product was designed to enable the

testing of various fisca impacts, projecting them into the future.

Discussion

Multi-year financid planning as defined in this report exemplifies a dynamic and proactive approach
to financia management. Following the outlined process enables any jurisdiction to conceptudize
financid impacts asit provides a imulus for change. By understanding trends from the past and making
assumptions regarding the future, while continuing to focus on the mission of the department, multi-year
financid planning can carry the organization through the financia maze of resource dlocation. The
process as defined through this project does produce a desired outcome but cannot be applied as
written to dl jurisdictions.

Although the literature review delinested specific stepsinvolved in multi-yeer financid planning,
exact replication was not possible. Multi-year financid planning, by its very nature, must be interndized
by individua departments. As the reasons behind the commitment to undertake multi-yeer financia
planning initiatives are unique to each department, so are the processes. While the steps remain
condant, the actud implementation will change dramatically from one jurisdiction to another, with the

needs of the jurisdiction controlling its path. What works well for one jurisdiction will not produce
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desired resultsin another. Innovation is essentid when developing a process that will work for your
jurisdiction.

The one congant dement in multi-year financid planning is the use of an informed decison making
process. Multi-year financid planning involves making decisons. Poor decisions cost time and money,
which are scarce resources. Adoption of awell thought out decision making process serves to accent
multi-year financia planning.

The process of multi-year financid planning has lent credibility to Sedgwick County Fire Didtrict
#1. Policy makers, management, and the fire district now have ashared vision of the future and a
financid tool to be utilized when projecting future financia outcomes. Through the planning process, the
fire digtrict was forced to look into the future and develop detailed plans regarding al aspects of
department spending, thus justifying our existence.

Utilizing the five-year financid plan has become an automatic response to dl requests coming from
the governing body and management. The fire district now has the means to address the questions and

concerns regarding our future financid activity accurately, in atimely manner, and with confidence.
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Recommendations

My first and foremost recommendation ssemming from the research conducted in this paper isto
encourage jurisdictions to take a proactive gpproach to financid planning beginning with the adoption of
an informed decision making process. Decisons made today have a substantial impact on tomorrow’s
operations. The mgority of this paper concentrated on the specific processes involved in multi-year
financid planning with little eaboration on decison making. Decison making is the overriding force of
financid planning. All actions require a decision to be made, whether it isthe decison to initiagte a
financid planning process or which forecasting method will produce desired results.

The implementation of an informed decision making process can be an invaluable tool. Most
decisons gtart with implementation of some form of action. As seen in the process identified in this
paper, taking action was addressed as Sep five of asix step process. By starting with action, key
elements of the process are omitted. By failing to identify issues and not bringing together key
stakeholdersto create avision for the future, you may take premature action, spending vauable
resources and wasting precious time.

My second recommendation to any organization embarking on multi-yeer financid planning isto
secure a full commitment from stakeholders and to conduct a thorough inventory before beginning the
process. Before launching the planning process get organized and educated, conduct research, and
identify your desired outcomes. Each step in astrategic planning process can be time consuming,
utilizing many resources. Before holding meetings prepare a detailed agenda blocking out a specified
amount of time for each discussion activity. Be sureto bring al necessary supplies including charts and

markers for brainstorming sessions.
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My find recommendation is do not get discouraged by set backs. Multi-year financid planning
requires constant attention and adjustments. The end result is not afina product.
Multi- year financid planning is a dynamic process that must be revisited on aregular basis, making
changes and course corrections as the environment changes. The key to making multi-year financid
planning work isto start by defining desired outcomes, building flexibility into the process, and keeping it

tailored specificaly to the needs of the organization.



32

ReferenceList
Ammons, David N. (1995). Performance measurement in loca government. In David N.

Ammons (Ed.), Accountability for Performance: Measurement and Monitoring in Loca Government.

Washington, DC: Internationa City/County Management Association.
Bahl, Roy & Schroeder, Larry (1987). The role of multi-year forecasting in the annua budgeting

process. In Jeffrey . Chapman (Ed.), Long-Term Financia Planning: Crestive Strategies for Local

Government. Washington, DC: Internationa City Management Association.

Bland, Robert L., & Rubin, Irene S. (1997). Budgeting: A Guide For Loca governments.

Washington, DC: Internationa City/County Management Association.
Brod, Daniel (1992). Quantifying uncertainty: Risk analysis for forecasting and srategic planning.

Government Finance Review, 8(3), 25-28.

Canary, HA W. J., (1992). Linking dtrategic planswith budgets. Government Finance Review

8,(2), 21-24.

Community Policing Consortium. (1995). A Staircase to Strategic Planning. U.S. Department of

Judtice, Office of Community Policing Services.

Forrester, John P. (1991). Mulit-year forecasting and municipa budgeting. Public Budgeting and

Finance, 11(2), 47-61.

Gay, William G. (1993). Benchmarking: Achieving superior performance in fire and emergency

medica services. MIS Reports 25,(2). Washington, DC: Internationa City/County Management

Association.

Gordon, Gerad L. (1993). Strategic Planning for Locad Government. Washington, DC.:




33

Internationa Association of City/County Management Association.

Governor’s Office of Strategic Planning and Budgeting. (1994). Strategic Planning and

Performance Measurement Handbook. State of Arizona.

Hildreth, W. Bartley & Mecimore, Charles D. (1997). State and Loca Government: Budgeting

Practices Handbook. Audtin, TX: Sheshunoff Information Services Inc.

Linear, Charles E. (1996). Projecting loca government revenue. In Jack Rabin, W. Bartley

Hildreth, & Gerdd J. Miller (Eds.), Budgeting: Formulation and Execution (pp. 183-191). Carl Vinson

Ingtitute of Governmen.
MacManus, Susan A. (1992). Forecagting frudtrations: Factors limiting accuracy. Government

Finance Review, 8(3), 7-11.

Matzer, John Jr., (Ed.). (1984). Practicd Financid Management: New Techniquesfor Loca

Government. Washington, DC: Internationa City Management Association.

Mikesdll, John L. (1995). Fiscd Adminigtration: Andysis and Applications for the Public Sector

(4thed.). USA: Wadsworth Publishing Company.

Riley, Susan L., & Colby, Peter W. (1991). Practicad Government Budgeting: A Workbook for

Public Managers. Albany, NY: State University of New Y ork Press.

Schroeder, Larry (1984). Multi-year revenue and expenditure forecasting: Some policy issues. In

John Matzer, J. (Ed) Practicd Financid Management: New Techniques for Loca Governmern.

Washington, DC: Internationd City Management Association.

Sedgwick County Bureau of Human Resources. (1996). How to Strategically Manage and

Supervise: System Overview [Brochure]. Segdwick County, KS: Author.




34

Stegmaier, James J. L., & Reiss, Martha J. (1994). The revenue forum: An effective low-cogt,

low-tech approach to revenue forecasting. Government Finance Review, 10(2), 13-16.

Webster's new collegiate dictionary (6th ed.). (1979). Springfield, MA: G. & C. Merrian

Company.

Wetzler, John W, & Petersen, John E. (1987). The finance officer as public strategist. 1n Jeffrey

|. Chapman (Ed.), Long- Term Financid Planning. Washington, DC: Internationa City Management

Asocigion.
Whedwright, Steven C., & Makridakis, Spyros (1987). Organizing and implementing a

forecasting function. In Jeffrey 1. Chagpman (Ed), Long-Term Financia Planning: Crestive Strategies for

Locd Government. Washington, DC: Internationa City Management Association.




34
Appendix A

SEDGWICK COUNTY FIRE DISTRICT #1
STRATEGIC PLAN

MISSION STATEMENT

No governmental function is more basic to an orderly society than the protection of life and
property. To this end, the Fire District provides;

» fire suppression, rescue, and emergency medical service;

o protection of life and property by enforcing state and local codes;

» fire safety education to district stakeholders;

e  accurate determination of the cause of fires.

GOALS AND OBJECTIVES

Goal #1: Respond rapidly and accurately to all types of emergencies including fire suppression,
rescue, medical, and hazardous material incidents while ensuring the safety of our
employees.

Objectives:
»  Reduce the response time for all emergencies.
. Provide in-depth fire and emergency service training to employees.

Goal #2: Provide the highest quality medical care possible.
Objectives:
»  Ensure all employees receive EMT recertification and continue to improve competency.
»  Monitor the emergency care provided through quality assurance.

Goal #3: Reduce community risk factors throughout the Fire District.
Objectives:
»  Enforce state and local fire codes.
e  Provide fire education to district stakeholders.
. Accurately determine the cause of fires.

Goal #4: Improve fire and emergency services to all citizens.
Objectives:
e  Develop partnerships with communities and other emergency providers throughout the
Fire District.
o Actively pursue mutual aid, automatic aid, and first responder agreements with
surrounding fire departments.



PERFORMANCE MEASUREMENTS
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with surrounding agencies

1997 1998 1999

MEASURE ACTUAL ESTIMATE PROJECTED
Total alarms 5,436 6,000 6,700
Fire alarms 642 650 700
Medical alarms 2,958 3,000 3,100
First responder alarms 878 900 1,000
Percent of fire/rescue calls responded to within 70% 75% 75%
six minutes
Percent of medical calls responded to within 70% 75% 75%
five minutes
Dollar loss of property $2,717,411 » *
Number of firefighters injured 25 * *
Fire training hours provided per year 41,545 45,700 46,0000
Medical training hours provided per year 5,433 5,976 6,000
Hazardous training hours provided per year 2,260 2,486 2,600
Technical rescue training hours provided per 1,406 1,547 1,600
year
Percent of citations issued per total code 9% 6% 6%
violations cited
Number of Fire Education presentations 258 260 260
Fire and medical training hours completed 1,000 1,000 1,000
with agencies within and surrounding the Fire
District
Percent of mutual aid agreements held with 90% 95% 100%
fire departments within the Fire District
Number of automatic aid agreement responses 2 2 2

* Unable to project.
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